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DEVELOPING AND MANAGING A COMPREHENSIVE
COMMUNITY SERVICLES PROGRAM

A comprchensive Community Services program should have as
its ovei1all purpose the development and implementatior. of various
academic, vocational, and avocational programs and courses that
are effective and responsive to the nceeds of its community citizenry.
In addition, it should provide for enrichment and constructive use of
one's leisurc time. There arec numerous ddinitions of Community
Services, thrce of which are significant to our community college in

Cakland County. These definitions of a comprchensive Commaunity
Services Program (sce appendixes A, B,% C) have beencreated and
serve as the foundation for the Oakl~nd Community College program.
Their sources are of significant importance in that, the first definition
has been established by the OCC Board of Trustees in their Policy
Manual:

UA diversified program of community services, in addition
to the regularly scheduled day and evening classes, designed
to meet the educational, cultural and recrectional needs of
all members of the Community College District. "
The second definition has been established by the Michigan Council of
Community College Administrators:
"The staff and faculty of the community college may be available
for consultation, coordination, assistance, and participation in
the social, economic, cultural, and educational betterment of
its service area."
The third definition comes from a professional

expe~t in the ficld of community services, Dr. E, L. Harlacher:

"By definition the community college, if it is to adl.ere to the
meaning of the first word in its name, has an obligation to:

A, Provide educational services for all age groups which
utilize the special skills and knowledge of the college
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staff and other expoerts and are desipgned to meet the
nceds of community and the college district community
at large;

Contribute to and promote the cultural, intellectual, and
social life of the college distriet community and the develop-
ment of skills for the profitable use of leisure time.

Provide the commmunity with the leadership and coordination
capabilities of the college, assist the community in long-
range planning, and join with individuals and groups in
attacking unsolved prohlems.

Become a center of comniunity life by encouraging the use
of college facilities and services by community groups whaen
such use does not interfere with the college's regularly
scheduled duy and evening programs,'

Sumimarizing the «cfinitions of Community Servicas that I lave

presented results in the creation of what can be considered the five

significant objectives of any comprehensive Conimunity Services

program. The attainment of these objectives should serve as

Commun!ty Services' primary mission, and the Community Services

administration and staff should be held responsible for attaining these

objectives., They are:

l.

Provide educational scrvices for all age and occupational
groups utilizing the skills and knowledge of college steff
and outside experts.

Take educational, cultural, and recreational activitics
to the total community by the use of off-campus resources.

Become a center of comimunity life by encouraging the use
of college facilities and community facilities.

Provide the conmmunity with leadership in solving educational,
social, and economic problems.

Promote intellectual, cultural, and recreational life in the
college district.



In order to successfully attain these objectives, one must
establish and accept assigninent of functions, thereby fulfilling
the overall purpose of a comprehensive Community Scervices
programm. These functions are:

l. To offer college credit extension courses throughout the
entire district.

2., To offer non-credit short courses to meet particular
needs of community groups,

3. To offer vocational training (apprentice, E.I.T., M.D.T.A,)

4, To provide special services: tours and visits, box office,
public events calendar, speaker's bureau.

5. To offer programs to {ill cultural and recreational neceds.

6. To secure private, state and federal funds to be used in
solving community problems: Project SERVE and Project
COPE.

At Oakland Community College a much more involved and dctailed
approach is taken in order to accomplish its functions and it is the
implementation of the Program Planning Budget System (PPBS),
which allows for the establishment of mission statements, design

criteria, and performance goals, involving persons, processes, and
propecrtics necded to effect this systematic sequence "sce Appendix D).

The Mission Statement contains the sort of information that one
might provide to an intclligent lay person in describing a system.
It may provide the explanation of the role of the system under
consideration to other pertinent systems in a macro-system:

e. g., how a course fits in a program, or how a department relates
to other departments in an educational system. The mission
statement consists of two primary elements: Structure and
Functions. Sincc a coursc could be viewed as a social system
involving persons, processes, and properties the structures of

a course could be considered to be composed of the possible
persons (e. g., siudents at the freshman level), and those




materials, equipment, and facilitics necessary to the operation
of the coursec,

Design Criteria arce statements desipgned to accomplish identification
of the scparate functions of the systemi. They are gencrally broad
statements established as major objectives for the system, c.g.,
an organization, a department, or a course. IFunctions should not
be so specific that they need to be changed frequently as minor
changes arc made in the task utilized in achieving the mission.

The mission statement and design criteria do, in fact, define a
system.

Performance Goals arec the alternative ways that can be used to
attain the design criteria of the system., These statements des-
cribe the behaviors which are expected as evidences of success in
rcaching the goals called for by the system (e.g., a department
or a coursc). At this level we must be quantitative and specify

the elements of objectives, as defined by Magcr1 (i. e., task,
conditions, measurcs for determining achievement of the task).

Since the process is defined as a series of interdependent steps
established for the purpose of obtaining a particular goal, or end,
a task is a behavior or a process. It should be considered in
terms of the persons nceded and the properties neceded to effect
the series of steps comprising it.

This approach in accomplishing functions provides a method for
managing a comprehensive Community Services program. The
comprehcnsbivc Comimunity Services program developed in 1966 and
decentralized in 1970 at Oakland Community College, has as its
current management technique PPBS, which sets forth the mission
statements, design criteria, and performance goals for not only the
major divisions of a comprehensive Community Services program,
but also provides administrative guidelines for carrying out functions

and tasks and achieving objectives. .See Appendix E).

lRobcrt F. Mager, Ph. D., Preparing Instructional Objcctives,
(Palo Alto, California: Fearon Publishers, 1562) page 53.
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The comprechensive Community Services program also must have
as part of its basic foundation, Community Services Board Policies,
which can be implemented through administrotive regulations and
procedurcs. Some of the policies, regulations, and procedures
governing Oakland Community College's Community Services may
be of significance and help to you. These are as presented in the

Community Services Working Paper Mumber 4: Effective Organization

and Administration Practices. (Sec Appendix F). Ifyouarctodevelop

and manage a comprehensive Community Services program, youmust

have a community college Board of Trustees whichnot only supports this
function as onc of the major functions of the community college, butthatis ready,
willing, and able to develop policies anc; have the administration imple-
ment these policies through regulations and procedures that would allow

for such a comprehensive program. If, in fact, the Community Services
function is one of the five major functions of a community college, then

it should have the administrative and financial support equivalent to the
other four,

In addition to the policies, regulations, and procedures, you will

find in the Community Services Working Paper Number 4: Effcctive

Organization and Administration Practices, documentation which

supports a comprchensive Community Services program, establishing
a detailed, step-by-step procedure on how to develop the model pro-

gram. Sce Appendixes G & ). One of the major points made in this

Working Paper is that




this model can not be developed, even with the Board policies,
administrative regulations and procedures, mission statements,
design criteria, performance gvals, etc., unless there is an
effective communication link must be established with all local units
of gpovernment; county, city, village, township, as well as state
and federal agencies, and com.munity groups of a social service,
business, professional, and industrial nature. This communication
link should takc the form of a Community Services Advisory Council
and should assist in deter mining through surveys and questionnaires
the actual educational needs and interests that the comymunity has
to serve as a basis for program dcveloprmﬁt. It is also very
important that communication be established within the college,
with the other major di\-/isions of the college. This can be accom-
plished through presidential staff meetings, college councils, senates,
committees, and other communication sources. Effective communication
is ultimately accomplished when it is instituted within the Community
Services division, in this case the Communi.ty Services division
should have weekly staff meetings to assess the fulfillment of their
functions, the attainment of their objectives, and to develop on a
regular basis techniques and solutions for problem solving.

In sumimary, one can point out that a comprechensive Community
Services program which is diversified and is offered in addition to

the regularly scheduled day and evening program, must be designed
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to mecot the educational, cultural, and recreational needs of all
members of the community college district, and can be accomplished
only through the support of the community college's Board of Trustees
and Administration, the establishment of Community Services Board
policies that can be implemented through administrative regulations
and procedures by a competent Comnmunity Services Director and
staff, knowledgeable and skillful in fulfilling said administrative
regulations and procedures, and using as their management technique
the PPBS (Program Planning Budget System) approach.

As to the scope of the program and the progress that is made
toward expansion, much will depend upon how extensively the
community is involved, which can be accomplished through Advisory
Councils and Committees and actual participation. At Oakland
Community College, numerous successful programs implemented
by Community Services can be traced to the development of an
effective Advisory Council, which was actively involved from the
outset. An example that I can cite is that of the Oakland County
Police Academy. This Acadcrﬁy was established in Oakland County
by Oakland Community College, Community Services Division, in
conjunction with Oakland County governmental officials, directors of
public safety, and chiefs of police of the Oakland County law enforce-
ment agencies, and cther important county leaders, such as judges,

prosecutors, attorneys, etc. This program has been in cperation
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since 1967, a..d its governance is shared with the county law ¢nforce-
ment agency officials. The academy has educated or trained in excess
of 5,000 in the ficld of law enforcc.;mmt. It is considered by law enforce-
ment officials in the County, State, and Midwest, as one of the most
successful of its kind.

This very brief overview does not include a detailed description

of the activities and related procedures for Developing and Managing

a_ Comprehensive Community Services Program. Further information

may be obtained by contacting:

Walter J. Fightmaster, Provost
Southeast Campus System
Oakland Community College
13200 Oak Park Boulevard

Oak Park, Michigan 48237

Wt :dj



APPENDIX A

A COMPREHENSIVE COMMUNLITY SERVICE PROGRAM

Developing Expanding
Individual Resources Environmental Resources
thru thru
Community Education - e Coumunity Development
Programs Programs
College credit off-campus courses Community Evaluation Program
Self~development courses Public Affairs Programs
Community Counseling Program Culture-Recrecation Programs
lluman Resource Programs Community Resource Programs

I. Children, Age-

II. Sex~-Male, Female "—”’,—'

* Supported by
Special Services
coordinators \\\\ coordinators
Information Services ‘\\\ Consultant Service
Registration Services Community Survey
Conference Planning Facility Scheduling

Calendar -Articulation




COMMUNITY EVALUATTON. Systematic efforts to study needs, prehblems, and
resources ol the communitvy as a basis continuing
development and allocation of resources,

PUBLIC AFFAIRS. Development of forums, lectures, discussions having particular
relevance for meeting community needs, resolving civiec probleas,
or understanding societal problems.

CULTURAL ENRICHMENT. Prcvisfon of co-sponsored programs in musie, art, and
drama as well as a variety of leisure time activities.
Through

COMMUNITY RESOURCL DEVELOPHENT COORDINATOR, FEnlarging opportunities for emnlovinent.
Proposals for support. Knowledpe of
sources of funding.

COLLEGE EXTENSION. Provision of college and university courses in non-collepe
facilities as a means of extending cducational opportunitics
to all parts of the community. .

SPECIAL INTEREST DEVELOPMENT

SELF=-NDEVELOPMENT COURSES. Provision of a variety of workshops,institutes and shert
courses desipned to assist participants in acquiring
skills, knowledpe, and attitudes essential to thedir
personal development.

COMMUNITY COUNSELIKRG. Development of individual and group services which can aid
citizens in understanding their personal resources and
identifying community resources so they can maximize their
potentialities for self-realization.

HUMAN RESOURCES PROGRAMS. Development of programs based upon the common needs of
various sub=groups within the community and desipned
specifically to advance their personal growth and
development.,

OEO-MDTA~-industry-
Headstart=VISTA




APPENDIX B

COMMUNITY SERVICES PROGRAM OUTLINE

1. Program of Community Services.
A. Definition and Identification.
B. Community Survey.
C. Advisory Council.
D. Organizational Patterns.
E. Funding.
F. Types of Functions.

(1) Special Services.
a. Monthly Calendar.
b. Use of Facilities.
c. Speakers' Bureau.
d. Box Office Information Service.
e. Tours and Visits,

(2) Public Affairs and Cultural Services.

a. Public Affairs.
{(a-1) Public Events Program.
(a-2) Public Events Board.

b. Cultural Services.
{b~1) Short Courses.
(b-2) County Arts Council.
(b-3) C.A.P.E.S.
(b-4) Arts and Humanities Committee.

(3) Community Rescarch and Development.
a. Historical Background.
b. Community Surveys.
c. Means of Securing Community Involvement.
d. . Community Research and Development Advisory Committee,
e. Preparation of Proposals.
f. Sources of Funding.
g. Development and Utilization of Models.

(4) Women's Continuum Programs.
a. Counseling Services.
b. Short Courses.
c. Training Programs.
d. Employment Services.
e. Special Services to Women's Organizations.
f. Publicity.




COMMUNITY SERVICES PROGRAM OUTLINE, continued

Page 2

(5) Community Education.

a.
b.
c.
d.
e.

Non-credit Short Courses.

College Credit Extension Courses.

Promotional Activities,

Allocation of Programs.

Development and Utilization of an Advisory Committee.

(6) Human Resource Training.

a.
b.
c.
d.

Technical and Cccupational Programs.
Employrient Placement Services.

Promotional Activities.

Human Resource Training Advisory Committee.

(7) Recreational Services.

ae
b.
c.
d.

/dj

Athletic Activities.
Community Recreation.
Adult Fitness Programs.
Special Events.
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APPENDIX C

SCX LIST FOR EFFECTIVE PROGRAMS OF COMMUNITY SERV,CIS

Hive edminisivation and supervision of the program of coramunity services

ring community-college support
involve community in planning and develcpment

----- tilize personnel of appropriate community groups in planning and
promotion of program

----- Engage community advisory committess in plenning of program
~=—=-Obtain cosponsorship of services and cctivities by local groups

----- Actively involve a large number of community people and groups
in program '

--=-Secure active participation and support of community leaders

~=~=-Orgonize community advisory council as means of identifying
community needs and inferests

-~~=-Develop and maintain cooperative, friendly relationships wit
community groups

---=-Arrange for community cultural groups to affiliate with college
Maintain effective internal and external communication

~----Establish regular information service to keep citizens of college
district community informed on colicge matters

--=--Provide adequate time to plan publicity campaigns

---=-Js¢ a wide variety of media to communicate with public and reach
all segments of college district community

----- Direct publicity and publications toward specific publics in
community



BEST COPY RiMLABLE

----- Utilize extensive direet mail publicity
————— Arrange for direct coverage of college events by area fress
————— Develop and maintain personal relationship with arca press

----- Prepare brochures regerding activities and services and districute
throughout community

----- Issuc personal invitations fo community leaders to attend events
----- Keep public fully informed of services available from college

----- Estoblish citizens' committees as an aid in presenting programs
to community

-==~-Clarify channels of communication between community services
office and other college departments involved in providing services,

C. lnvolve faculty and students in planning and development
----- Encourage active participation of faculty and students in program
----- Organize student~-faculty planning committee

----- Provide opportunity for faculty to help plan program informally and
through study and advisory committees

D. Coordinate services with other community groups

-~=-=Coordinate progrem with other community and regional groups to
avoid unnecessary duplication of services

----- Maintain close liaison with public school personnel of college
district

----- Encourage community=-wide coordination of cultural and recrecticnal
activities

E. Encourage college staff to participate in community affairs
----- Encourage college personnel to participate in communiiy cciivities
—-===Make college personnel avcilable to community as consultants

----- Provide leadershio in organizing needed community groups and
solving community problems

..2_



BEST COPY RVAILARLE

F. Oricnt faculty and staff to community servicu function
----- Interpret community service function to college foculty and staff
on continuous basis
I[. Determining nature and scope of program

A. Provide cffective planning and rescarch

----- Insure long-range planning of program

————— Plan carefully cll details of each individual service or activity

----- Begin planning of individual services and cc'riﬁtics ot early dete

----- Consider carefully timing of services or activities

----- Encourage staff experimentation and innovation in developing
program

-----Invite community groups to utilize college facilities and reso;Jrcas

----- Preplan advisory committee meetings carefully

----- Obtain evaluation of services and activities from participants

~===-Conduct appropriate research studies, including surveys and polis

B. Establish high standards for public performance

----- Select known, quality artists and lecturers

————— Determine and achere to standards for public performance
C. Tailor services to specific needs and in‘rer.ests

----- Tailor program and individual services to meet needs and inferests
of specific groups in district community

D. Define program purposes and objectives

----- Determine objectives and philosophy of program and individuci
services
----- Emphasize educational aspects of program
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----- Present diversified and balanced program
————— Dcfine specific functions of citizens' advisory committccs
E. ldentily community neceds and intercsts

Make community survey to determine specific needs and interests
of district community

Buse cach decision to provide a service or activity on anclysis of
community neceds and injerests

--~=~Hold conferences and informal discussions with community pcople
for purposes of determining communify needs and interests

----- Encouruge community-at-large to express its desires and neecs for
specific services

I11.  Organizing and administering program
A. Provide effective administration and supervision

Establish community services division as major administrative area

----- Obtain full-time community services administrator to provice
leadership and assume over-all responsibility for program

————— Provide adequate staff fo organize and implement program
----- Select enthusiastic, well—qualified staff supervisors for program
----- Employ qualified public information officer

--~--Provide supervisors with sufficient time and authority to plan and
coordinate activities

----- Assure staff supervisors of freedom and authority to develop their
activities

----- Obtain adequate clerical assistance

----- Select membership of citizens' advisory committees carefully on
basis of purposes of committce

----- Provide expert staff help for citizens® advisory groups



BEST COPY RVAILABLE

----- Provide over-all coordination of events cosponsored by
community groups

B. Establish and adhere to written policics, regulations, and procedurcs

----- Estcblish writien policies, regulatiors, and procedures for all
aspects of program

----- Apply policies and regulations uniformly

----- Review policies, regulations, and procedures periodically to sce
if they are stili effective

----- Maintain flexibility in accommodating community needs

----- Require that all instructions and requirements for use of college
facilities be in writing

------ Arrange meeting with representatives of groups using college
facilities for detailed joint-planning

----- Require college supervisor to.be present during time facility is
being used by community group

C. Utilize community facilities and resources
----- Offer services and activities at off-campus locations

----- Utilize qualified consultants in developing program when need
arises

D. Secure board, administration, and faculty support
----- Secure understanding and support of board of trustees for program
--==-Elicit support and cooperation of administration and faculty

----- Obtain support of board, administration, and faculty for community
service as a major function

£. Obtain essential resources
----- Secure essential financial support for program

]

----- Provide adequate facilities and equipment for program

Yervin L. dorlacher. Effective Junior Coliege Programs of Community Services: Retiarals,
Guidelines, Practices. Junior College Leadership Program, Occasional Report Numover 10.
Los Angeles: ~School of Education, University of California, 1967.
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SYSTEMS ANALYSIS ANALOGUE MODEL - APPLICATION

(Including Program Planning Budget Systems)

Mission Statement

The mission statement contains the sort of information that one might
provide to an intelligent lay person in describing a systém. It may -
provide the explanation of the rd]e of the system under consideration to
other pertinent systems in a macro-system: e.g., how a course fits in a
program, or how a department relates to other departments in an educational
system, The mission statement consists of two primary elements: Structure
and Functions. Since a course could be viewed as a social system involv-
ing persons, processes, and properties the structures of a course could
be considered to be composed of the possible persons [e.g., students at
the freshmen levell], and those materials, equipment, and facilities

necessary to the operation of the course.

Structures - structures sﬁou?d be included if there is some unique
aspect to e.g., a course being defined, such as: physical activities
being offered off-campus, science courses with laboratory, or special
structures needed for the format of a particular instructional approach,
e.g., the bursting of students to carrel arcades or programmed instruction
laboratory for independent study. The programs to which the course
belongs should also he considered an important aspect of the structure

for the course to be included © - its mission statement.
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Functions - the functions of a system are very broad umbrella-like
statements which identify the major objectives of the system. They are
described within the following four processes: (1) instructional,

(2) operational, (3) educational services, (4) evaluation, research and
development. For courses within the curriculum, generally, the great
majority of the functions are instructional. The department may have
many ‘instructional functions consisting of courses and programs, but it
would also have more functions involving operational processes as well
as the other kinds of processes. As we shall see later the description
of the functions within each of these four processes can constitute the

program planning base in a Planning Program Budget System (PPBS).

Design Criteria

Design criteria are statements'designed to accomplish identification
of the separate functions of the system. They are generally broad
statements established as major objectives for the system, e.g., an
organization, a department, or a course. Functions should not be so
specific that they need to be changed frequently as minor changes are
made in the task utilized in achieving the mission. The mission statement
and design criteria do, in fact, define a system. As systemic analysis
is used to improve this system we should nof be constantly changing
the system itself, i.e., the mission statement and the design criteria.
Rather, the tasks, i.e., performance goals, we set as alternatives to
accomplishing the mission of the system should be analyzed and revised.
In'othé;lQords, everytime we attgmpt to improve this system by changing
its structure and functions, its mission statement and design criteria,
we chanqge the system itself and thereby are no longer working with the

same system. Instead, a new system has been defined.
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A process is defined as a series of interdepencent steps established
for the purpose of obtaining a particular goal, or end. The design
criteria of a systeh can qenerally be accomplished through the imple-
mentation of four basic processes: (1) instructional, (2) operational,

(3) educational services, {4) evaluation, research and development.

Performance Coals

Performance goals are statements that can be identified on the
following basis:
1. Format: performance goals must include a task, conditions

pertinent to the task, and minimum standards for

determining achievements of the task.

2. Measurements: i.e., quantification of the minimum standards

for determining successful accomplishment of the

task.

Performance goals are the alternative ways that can be used to attain
the design crjteria of the system. These statements describe the behaviors
which are expected as evidences of success in reaching the goals called
for by the system (e.g., a department or a course). At this level we
must be quantitative and specify the elements of objectives, as‘defined
by Magerl (i.e., task, conditions, measures for determining achievement
of the task). Since the process is defined as a series of interdependent
steps established for the purpose of obtaining a particular goal, or

end, a task is a behavior or a process. It should be considered in terms

1
Robert F. Mager, Ph.D., Preparing Instructional Objectives, (Palo Alto,
California: Fearon Publishers, 1962) page 53.
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of the persons needed and the properties needed to effect the series of
steps comprising it. Conditions arz relevant environmental factors
either assumed or known to effect the performance of the task. Based
upon this information the next elements of this system are identified,
the inputs, or resources, necessary for the system to operate. Measure-
ment of condition should not be confused with measurement of the perfor-
rmance goal task. In many cases there may be no conditions which are
considered to be unique and therefore noteworthy. ‘ithin an on-going
organizational system the conditions may be accepted intuitively as
“given" and may not be included in the nerformance qoal. The object
is to communicate enough detail sc that isomorphism between the
performance goals and the real system exists, (i.e., the performance qoal
can be a model of the real system) rather than write as much as possihle.
The judgement as to how much writing is needed must he made by the
developer of the system definition. In judging a stalement as an
appropriate performance qoal, an evaluator should consider differences
inwriting style, cognitive style and other similar factors.
The reaswierent for determining achievement of the task is the most
important consideration in evaluating a system. The following factors
should be considered as elements of.a performance goal measurement:
A.  What type of measurement will be made? There are
four categories (i.e., physical, psychological,
role expectation, and normative structure).

8. “hat observe.: group will be used for the measurement?
There are four categories (i.e., supervisor, self-

nears, subordinates, clients).



C. 4hat type of measurement will this data provide?
There are four types (i.e., nominal, ordinal,

interval, ratio interval).

If the performance goal is to be amendable to measurement the above
questions must be answered. It must be noted that in a social system
(e.g., the department or a course), measurement is made within probability
ranges of true values. This is not unlike the so-called error found in
measurements in physical systems, the difference being in the degree of

certainty. ,

Inputs/(OQutputs)

An educational program can be defined as a social system of three

generic elements, persois, processes, and propernties, and their inter-
connections considered over a specified period of time. The pensons

and hnopentzea are the resources required to implement the processes of
the system. These are the inputs. There are almost always a variety of
alternatives which can be considered in order to successfully attain the
tasks of the pérformance goals. This can be done through alternative
processes. In this case parallel sets of performance goals could provide
alternatives. These alternative sets of performance goals would provide
alternative needs for persons and properties. Iﬁ order to accomplish the
design criteria, then, judgements must be made about the alternatives
available to provide the optimum decision [one that is best for the

macro-system, not necessarily the individual subsystem].
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The <nputs are an iagentification of the persens and properties necded
to implement the processes of a defined system. Alternatives in oerfor-
mance goals will provide alternatives in persons and properties inputs.
Some will be neceded more than others. In fact, some persons and
properties can be identified as Mustsl. These are the resources essential
to successful implementation of those processes required to attain the
design criteria. Other persons and properties can be identified as
Wants. These are the resources not essentiai, but desirable, to best
change for success of attaining performance goals. The wants can be
placed in rank order, or given a weight on an arbitrary scale (e.g.,

1 to 10), thus indicating the relative importance between selected persons
and properties in considering the alternatives presented. The planning
and programming of alternatives in terms of persons and properties

is the essence of Planning Program Budget Systems (P.P.B.S.). In PPRS
planned alternatives are “costed out" in terms of the persons and
properties identified as musts and wants. A variety of "costs" can be
derived from combinations of musts costs with alternative wants. Decisions
can be made from among the alternatives presented wnich are optimum for

the design criteria of the system neing considered as well as the¢ concern

of the "budgetary” system to operate at Tess cost.

The alternatives can he scored on an arbitrary scale according to
their costs (highest score for lowest cost). By multiplying the “cost"
score by the priority “weicht" a “value" can be derived which help in the

decision-making process. The alternative with the highest "value" would

Charles Kepner and Benjamin Tregroe, The Rational Manaeer, A Systematic
Approach To Problem Solving and Decision Making, (New York: MeCraw-
Hill Boox uvo., 1965) page 183.
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be the best. This procedure does not guarantee the correct decision.

Good judgement, consideration of the values of the decision makev,
(whether greatest concern is for persons or processes or properties), and
experience, are ingredients which must be considered in applying this
information to the decision that is finally made. Inputs, then, are the
identification of the alternative sets of persons and properties derived
grom the performance goals. Whene the penformance goals ane Lashk ondlented

pimendliy, {aputs are persons and pronenties ondented.

The development of the Mission Statement, Design Criteria, Performance

Goals, and Inputs constitute program plans for the system.

Important examples of careful prooram planning include realistic
estimates of the persons needed in the system (i.e., in education,
(1) students, estimated enrollments hy course, (2) instructons, number of
instructors, this can only he done realistically by careful planning
of work load including scheduling aspects combined with the realistic
earollnent estimates, (3) counselors, usually based on enrollment esti-
nases for the macro-systeir, performance qoals should be considered
carefully here, {4) admindistuatons, number of functional roles should be
included. A course trecated as a system imay not require inciusion of
this type of persons, but a division, or college system, would require
several administfators of a variety of functional roles, staff, line,
etc., (5) speediatists, consultants, visitina lecturers, (6) othens,
paraprofessionals, suppory personnel, e.q., secretaries, student assistants,

etc.

In addition to the persons, are the nroperties. To identify and

sumiarize prooerties for o.oqran planninag in instructional departments,



-~

for exaniple a pudget summary form can be used by session or by year.
Following are suggestions for propnerties which will improve ability to
develop more realistic program plans. There are three broad categories
to consider:
f”L]M,Materials
2. Equipment
3. Facilities
1. Materials
A. Learning Resources Center
Materials which will be provided through the LRC
should be identified. This can include books,
slides, transparencies, projectors, audio-tapes,
etc. If you are estimating the quantity of items
only, it will be helpful to the LRC program
planning.
"B.  Printed Materials
Materials to be ordered for print should be
identified. If former requests have been made,
' and are going to simply be repeated, copies
can be attached to your performance goals.
C. Educational Services
Requests anticipated to be made 6f the
Educational Services Division should be
identified. This can include artwork, slides,
modeis, transparencies with overlays, etc.
[f estimating quantities only, it will be
ineloful for Educational Services proaram

planning.
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2.  Equipment
A. Any major new equipment needed should be identified.
B. If the equipment is specialized or unique the cost
estimate should be provided. However, if it is
standard equipment, e.qg., typewriters, indicate the
quantity needed, the cost estimate can be determined

in the 0ffice of PPBS.

3. Facilities

A. Any special or additional facilities needed for a
specific course should be identified with that course,
e.g., chemistry lab, typing lab, greenhouse, art lab,
etc. If the size is important, that information
should be included. If plumbing or special lights
are important, it should be indicated. For classrooms,
if seating capacity is important or unusual, it should
be identified.

B. Facilities can be identified as permanent fixturés,

utilities, rooms, or buildings.

Outputs/(Inputs)

In defining the program plans, including the performance goals,
specified tasks have been identified with quantifiable measurements to
determine successful attainment of the tasks. The quantities stated in
the performance goails, then, are the planned results, or the expected
results. The obsenved results, the actual measwriement of results

during implementation of the system, constitutes the output of the system.
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Differences, between expected measuremehts and observed measurements, can
be statistically studied to provide estimates of progress on an interim
basis (inferences during the period of time specified for the system)
about probability for successful attainment of performance goal tasks

can then be derived.

The measurements can be any of the four types: (1) physical-
primarily for counting objects, or measuring properties, (2)
psychological-primarily for opinion, attitudes and beliefs, a common
element in the design criteria of many educational systems, yet liftle
neasurement is attempted, (3) role expectation-primarily used for
feedback through survey information on expectations for selected tasks,
or design criteria, by various observer groups, (4) normative structure-
primarily used when the measurement called for by a task is, that an
event (process) occured, of a product (property) was prepared (i.e.,
yes %t was, or, no it was not), also for measurement compared to certain
organizational norms; This occurs particularly when expecied meas wrements
are not de]ingated,c?ear]y enough in a quantitative fashion. The
expected resultis can be derived from the appropriate organizational norms.
These norms can be historically derived or established by groups of

persons in the system.

In addition to consideration of the types of measwiement for the
output, there are four types o4 observer groups from which the measurements
can be obtained: (1) supervisors, (2) self-peers, (3) subordinates,

(4) clients. The measurements provide data of four fypes: (1) nominal,
(2) ordinal, (3) interval, (4) ratio 1ntefva1. These have been discussed

in another part of this paper and need not be repeated here.
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Important examples of output measurements are: (1) at the maciro-
system level, e.g., coilege, student credit hours generated, accuracy of
projections, degree of total performance goal achievement, cost per unit
{for a variety of units, e.g., square foot, fiscal year equated student,
student credit hours, contact hour, administrative function, etc.),

(2) at the system level, e.g., division, changes in class scheduling after
a specified cut-off time, efficiency of staff utilization, adequacy of
coimiunication between various sub-systems, (STMaé ghe subsystem level,
e.g., course, student achievement on specific tasks (i.e., test results),

withdraw rate, pre-test/post-test differences, passing rate, student

attitudes, opinions and beliefs, etc.

A1l of these, macrosystem, system, and subsystem, can be measured

relative to expected results called for in performance goals.

Feedback

The last, but most important, element in the Systems Analysis Analogue
Model is the feedback loop. In each element of the generic system
information is generated as a result of processes, decisions, and measure-
ments, i.e., processes in the perfoﬁmance goals, decisions in inputs,
measurements in outputs, i.e., test results. This information must flow
between persons in various subsystems in any organization. Characteristic
of a social system, this feedback is transmitted as human §eedbaclk. - This
is done through conversations, meetings, hearings, in-service training.
It is this social function which differentiates a social svstem from a
self-adjusting mechanical system or an engineering system. Selected
persons in the system must have a special function aspect of their role

to provide for a feedback node in each major subsystem. They also
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provide certain weasurements for performance goal analysis. Thic role,
providing measurement data and communicating feedback, constitutes a
monitoring function for the social system. In this respect, persons

fulfilling this kind of role are called monitors.

This type of communication model calls for something quite different
than the old bureaucratic chain of command form. Human feedback circuitry
calls for a communication network with nodes in each subsystem with
interconnections between all nodes where information or decisions are
of common concern. More formal communication flow in an organization is
associated with Tess upward flow of information from subsystem to macro-
systeml: the human feedback network provides opportunity for increased

information flow throughout the various subsystems of an organization.

Any social system consists of persons, processes, and nropertics,
with their interconnections, viewed over a specified period of time.
The analogue model, isomorphic to any social system for purposes of
analysis and decision making, has the following generic elements: (1)
mission statement, (2) design criteria, (3) performance goals, (4) inputs/

(outputs), (5) outputs/(inputs), and (6) human feedback circuitry.

Berelson and Steiner, Human Behavior, An Inventory of Scientific Findings,
(New York: ilarcourt, Brace & World, Inc., 1964), page 370,




APPENDIX G
STEPS IN PROGRAM DEVELOPMENT

. Determination of target population

. Community involvement (models)

Pre-planning (ad hoc) committees

. Facilities

Faculty involvement

Planning forms

Preparation of flyers and brochures
Advertising (model of time table)

Preparation of evaluation forms



Ip:drm €£/92/01

L
asn
|puoypiado

— |
_\9_:%% _ S

Slqoidadon ™y s, doo| uoistaal
sy nsas /oy \ J
_
-5 . -

T uoljpn|oaa . uolypjuswa|dusi m ubysop . )
W. woiBoid woiBosd woiSo1d
& X
[«
< S o e

.n. o = e o uoyoziunbio 1_,

U BT S m - saAl3lqo

N .mw 3 3 mu < woiBoid

E< N Ggg X

e o Z2CE

09 L k=23

= = §=2= . -

= ul 5 A l

= a3 :

= ) $O145149} o010y | =] $1oddns t :

W Ayunwwos 9ba)j02

.@ - Ajjunuiuod
z,
%
T
@ .

MO SWILSAS SIDIAYIS ALINNWWOD V
H XIANdddY

o




